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Introduction
The University of Maryland, Baltimore 
County (UMBC), a research-intensive in-
stitution with 546 full-time, 292 part-time 
developing processes, procedures, and docu-
mentation for doing submissions in the library. 
A librarian shifting duties to work full-time 
on a new repository, the Digital Scholarship 
Services (DSS) Librarian, was eight months 
into a soft roll-out with minimal outreach only 
to individual faculty members, and she was the 
only staff working on the repository.  Despite 
the limited outreach, and that the system and 
services hadn’t been rolled-out to all of cam-
pus, a robust flow of submissions for her to 
process and enter had developed. 
The system needed to be rolled-out to all of 
campus, and staffing needed to be added—both 
were done simultaneously at the beginning of 
the fall 2018 semester.
Expanding Service to the  
Entire Campus
First, the implementation of the system was 
announced to all of campus.  Then the DSS 
Librarian attempted to tell all of the faculty on 
campus about the new system.  First, she sent 
an email to email list for academic department 
chairs asking to present at one of their meetings 
in the coming year.  Most didn’t respond, but 
she was scheduled into a few departments’ 
meetings.  She then began contacting depart-
ment chairs for the remaining departments 
individually, and continued with this through 
an entire semester.  She was able to set up many 
more presentations at departmental meetings, 
but still the vast majority of departments, 68%, 
didn’t respond.  For those departments where 
she wasn’t invited to present, she emailed a flier 
to all of the faculty in the department.  Later she 
began contacting campus centers about Schol-
arWorks@UMBC.  Via these presentations 
and contacts, and ongoing processing of new 
UMBC publications via Google Scholar Alerts, 
at the end of the first year 91% of UMBC’s 
academic departments had at least one work 
in ScholarWorks@UMBC.  All of the major 
academic administrative units (the Provost’s 
Office, Deans’ Offices) and 18 centers also had 
works in ScholarWorks@UMBC.
Hiring Help
The amount of time that the DSS Librarian 
had to process and enter new submissions was 
insufficient to handle incoming submissions 
as soon as she began receiving long lists of 
publications.  She notified both her supervisor 
and other administrators that she was only able 
to add a little more than 20 items per month, 
and of the number of submissions she had, 
and requested a student and began developing 
and preparing processes and documentation 
for a student to do the data entry work, and 
also possibly some processing of submissions. 
faculty, was utilizing the Maryland Shared 
Open Access Repository (MD-SOAR) DSpace 
platform to develop repository services.  Few 
faculty would self-submit, so the library was 
Figure 1:  Fields in the submission spreadsheet that student  
assistant uses to input items into the IR
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The challenge of having a student do data 
entry work was in how to convey information 
to the student on what to enter without entering 
all of the data on the item.  The first attempt at 
this was a simple list of items to enter, along 
with a link to the item’s metadata record on 
the publisher’s site.  Metadata values readily 
available on the publisher’s site (author, ab-
stract, keywords, etc.) weren’t included in the 
list of items to enter since the student assistant 
could readily find, whereas information not 
available or that requires a judgement call was 
included in the list.  Relying on copying and 
pasting from the publisher’s metadata record 
where possible speeds up both the processing 
of items and their submission to the system. 
However, using a list, the librarian noted 
that there were inconsistencies in what infor-
mation she included and didn’t include, some 
because of the nature of the work and others 
because of which versions of the work were 
available and what metadata was available, and 
yet others because she simply didn’t prepare 
the items consistently.  Unhappy with the list, 
she switched to spreadsheet with columns, 
and decided most information that could be 
found in metadata records and the work itself 
wouldn’t be included in the spreadsheet, 
limiting the spreadsheet to links to works and 
metadata about works and information not 
readily available in metadata or on the work, or 
that required a judgement call.  (See Figure 1.)
The spreadsheet was supplemented with 
detailed documentation on entering and 




and a metadata chart to use as a short guide on 
what to look for and where to put it a record. 
(See Figure 2.)
To finish, the Dublin Core element was add-
ed to all lines in the “Where to put it column” 
to facilitate editing in administration which is 
done entirely by Dublin Core element.
In addition to providing these resources 
for the student assistant, after hire, the DSS 
Librarian spent a great deal of time training 
the student assistant, in steps, and checking and 
correcting work until it was done correctly.  Ini-
tial training was only the submission processes 
utilizing the submission form.  When that was 
mastered, the student was trained in utilizing 
administrative capabilities to edit metadata 
and map items to additional collections, then 
how to use the administrative capabilities to 
correct an error.  In a final phase of training 
the student learned to add rights statements, 
change a Creative Commons license version, 
and embargo an item for automatic release 
when the embargo ends.
Once the student had worked through a 
substantive backlog of items to be entered, 
the DSS  Librarian also trained the student 
to determine if an item is in-scope for the re-
pository, to check rights and then enter those 
works that can be posted  into a spreadsheet 
allow for training in more manageable phases 
and better mastery of the work.
Still Needing more Help
To date, the DSS  Librarian has barely 
scratched the surface of outreach and much 
more can be done, but the bulk of her time 
has been spent on a perpetual backlog of 
items to process and enter for faculty.  The 
current backlog of works to check rights and 
enter is reaching nearly 1,200.  With the DSS 
Librarian working full-time plus the half-time 
student assistant, the maximum monthly rate 
of processing has been 256 per month so that 
this constitutes nearly a 5 month backlog. 
Additionally, they continue processing Google 
Scholar Alerts, and a commitment was made 
to re-visit publications website annually to add 
new materials that were added to them.  The 
student assistant won’t be available during 
breaks, and graduates in a just a year and half. 
At the date of this writing, the DSS Librarian 
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for future entry.  Substantive documentation 
was created covering this.  The portion on 
scope covers theses and dissertations, CVs, 
obituaries, and abstracts with no full text, the 
requirement that an author must be affiliated 
with UMBC or the article about UMBC or 
someone affiliated with it.  The section on 
checking rights is broken down by format, 
and covers Creative Commons licenses, open 
access, U.S. Federal Government publications. 
A final section covers determining which col-
lections to add an item to.  The full procedures 




Additional detail could be added to spell 
out some situations and decisions not covered, 
but this already extensive procedure is very 
challenging for someone just beginning this 
work.  Training on it best divided up, a new 
staff person doing the steps they know, and 
the DSS Librarian doing the rest.  This would 
Figure 2: Guide for what to look for and where to put when entering items into IR
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has requested a full-time line to hire a staff 
person which was promised if/when there is 
enough work to justify doing so.
Workflows
One workflow for loading ETDs, and sec-
ond bifurcated workflow, first checking rights 
and finding info and filing it into a spreadsheet, 
and then using the spreadsheet to enter items 
was developed.  These two workflows han-
dle 90% of items going into the repository. 
However, some items don’t fit well into the 
spreadsheet because of their nature, and require 
utilizing Dublin Core elements not normally 
utilized, or entering multiple values into Dublin 
Core element where there is usually only one. 
Other items may be serials, multivolume sets, 
art, video, symposia with video of multiple 
presentation given by different people.  Mod-
ified spreadsheets were developed, or will be 
developed to be used in these instances.  At 
some point in the future, items that are partic-
ularly time consuming to enter manually (for 
example, works with more than ten authors) 
may also be loaded, depending on our ability 
to develop automated methods of reformatting 
data accurately.
Library’s Committee of Social Media and 
Outreach will promote items on social media, 
but interesting items have to be identified and 
sent to them.  Other means of promotion are 
also possible, but it’s been difficult to find 
time for this with a perpetual large waitlist of 
materials to process and add.
The Digital Service Librarian has also been 
working the MD-SOAR Governance Group 
toward enhancements to solve various inef-
ficiencies and problems related to the system 
configuration.  A current effort is being made 
to standardize how metadata indicates that an 
item is a preprint or postprint and to select en-
hancements to move forward.  A new extended 
submission form is desirable, and additionally 
tweaks to the indexing and display, and field 
configuration would be of value. 
Another area needing work is resolving 
inconsistencies in metadata as procedures have 
changed over time.  In some instances, we’ve 
learned, in others, reached agreements not 
previously realized, so there have been incon-
sistencies between how we entered records six 
months ago and how we enter them now, and at 
some point hope to do a large scale batch edit 
of our metadata to make records consistent. 
Of particular importance is putting in place 




With the large backlog of work, methods for 
making work more efficient are a high priority. 
In the short term, Macro Express can quickly 
automate some data entry tasks, making the 
entry of new submissions less time-consuming. 
The DSS Librarian has read articles on how 
other libraries have automated the submis-
sion processes using citation managers and 
spreadsheets to batch load new submissions, 
and in the future will investigate if what other 
libraries have done will work at UMBC and 
with MD-SOAR. 
Another high priority is further extending 
outreach.  Additional outreach needs to be 
done to professional programs, and faculty and 
programs located at distant locations in either 
Baltimore City or at University of Maryland 
System’s Shady Grove campus.  Outreach 
also needs to be done to lecture series, campus 
awards, and student publications and research 
forums.  Finally, outreach to new faculty six 
months to a year after they come to UMBC 
needs to be put in place.  Finally, an annual 
email needs to go to faculty affiliated with 
each department and center reminding them 
to send materials.
Works in the repository also need to be 
promoted.  A plan to have the system automat-
ically tweet all new items has stalled.  UMBC continued on page 87
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of UMBC authors.  The system automatically 
creates author pages, but creates an additional 
author page for every different form of a name. 
A decision to put authority control in place for 
UMBC author names would collate their works 
all on one author page.  
Repository training for faculty was devel-
oped and scheduled, but with very little interest 
in self-submission on campus, no one rsvp’ed 
and the training session was cancelled.  The 
University of Maryland, College Park, has 
had some success with a workshop on authors’ 
rights, and important rights issues directly 
pertinent to the repository can be addressed 
in that type of workshop, so in the future, the 
DSS Librarian hopes to develop and offer such 
a workshop.
Moving from a part-time student assistant 
with diminishing returns on training to a full-
time staff person is also highly desirable.  That 
would facilitate much more work getting done 
at a higher quality.  This would also allow the 
DSS Librarian to shift from spending most 
of her time doing staff-level production work 
(or correcting the student assistant’s work), 
to doing further outreach and promotion of 
the repository and the works in it, refining 
procedures and documentation, and batch 
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we serve.2  The most successful libraries in 
navigating through change are likely the ones 
that have the greatest ability to be flexible 
given the changes that our profession is being 
asked to take on.  Here are three areas where 
flexibility has been key in the way we have 
faced change.
First, flexibility in the services we pro-
vide is one of the most important aspects to 
consider with library change management. 
There are certain aspects of our work and the 
services we provide where we need to make 
sure that we are aligned with our community 
needs.  It seems that much of the literature 
about marketing in libraries (and elsewhere) 
is about how to successfully increase adoption 
or use of a service or product that you are 
providing vs. providing what is desired.  One 
instance that we have had to change is our 
desire of managing course reserves in our new 
library.  Taking into consideration the lack of 
space and the desire not to hire evening staff 
to work onsite, we opted to change course 
and not bring back course reserves to our 
library portfolio.  We aspired to move items 
into electronic format if possible — but as 
you know, this can be difficult with course 
adoption texts, let alone textbooks.  We had 
to balance between what we felt we could do 
with what the needs are in our community 
and moved accordingly.  It would be nice if 
we could provide this, but it did not meet our 
abilities and resources.  
Second, flexibility with collections is cer-
tainly a key aspect to change management. 
Over the past eight years in our library, we 
have had flat or declining collections budgets. 
Even in a flat year, that means cuts to cover 
inflation for the resources that you are plan-
ning to keep.  The flexibility involved here is 
to ensure that your cuts are balanced and that 
redundancies are eliminated first.  While you 
can work on a straight cost per use model, this 
will likely not tell the entire story.  Resources 
targeted for faculty and researchers will likely 
be far less commonly used than ones geared 
to student use.  Additionally, there might be 
resources that had been staples in the library 
collection since before you arrived — and 
represent the core holdings of many libraries. 
But if they are not being used, then that is 
an opportunity for you to make changes that 
reflect your reality at the library.
Third, flexibility with people might be the 
most important aspect of navigating through 
change in any organization.  I believe that 
change is an extremely personal construct that 
will impact different people in vastly unique 
ways.  In our staff of just under twenty, we had 
some people who saw relatively little change 
in their day to day life with our transformation 
— as well as some who had to learn nearly 
a completely new job.  But long before this 
change, I preached flexibility in the workplace 
for one simple reason.  My premise is that if I 
am flexible with my team, they in turn may be 
flexible with our users and the community we 
serve.  Conversely, if I were 
rigid or rule bound with my 
team, it would be difficult 
to expect them to be flex-
ible with our communi-
ty.  Additionally, a great 
number of the ways that 
we may be flexible with 
our teams can create a 
better working environ-
ment.  Giving your team 
the freedom and flexibility 
to navigate through these changes as they see 
fit enables the library group to better serve 
your community. While there will be aspects 
of library change that are fairly rigid, especial-
ly with space and budget constraints, creating 
a flexible environment will pay dividends for 
you and your team.  
So just like that cute puppy, kitten, dog, cat 
or other pet you bring home from an adoption 
event, there is a great deal of joy that will come 
Endnotes
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clean-up of the data in the system.  At present, 
the Digital Scholarship Service Librarian can 
only take on a single project each summer. 
More time would also allow her to develop 
and offer workshops and do more outreach. 
Additionally, she could develop other digital 
scholarship services in consultation with li-
brary management and write grant proposals 
toward obtaining funding for startup costs. 
Conclusions
The gradual implementation was good 
preparation for extending the repository 
service to all of campus, and moving to a pro-
duction mode where many more items would 
be processed and added each month.  Basic 
procedures were in place, allowing a shift in 
focus from legal and technical issues to people, 
from how to do work to working with staff to 
increase production.  It also gave the novice 
DSS Librarian time to learn.  In 18 months 
since the implementation of ScholarWorks@
UMBC, 1,683 items have been added, bringing 
the total number of works to 2,773, and there 
have been 4,145 visits to ScholarWorks@
UMBC.  This is a strong start, but in time 
UMBC could potentially be adding 4,000+ 
items per year to the repository.  
your way.  But the more rigid you are 
in bringing this new being into your 
family, the more likely you will be 
disappointed and troubled with the 
results.  Pets can be a great deal 
of work, but all of it is worth it 
when they are curled up with you 
when you are working on your late 
articles — right?  
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